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MEMORANDUM FOR: Director of Cominunicaticns
Director of Flaance
Director of Logistics
Director of Medical Services
Director of Peresonnel
Director of Secuyity
Tirector of Training

SUBJECT : Automatic Deta Frocessiag Systems Development
and Plapning

1. Pressures to simplify procedures and meke more etfective use of
manpower continue to grow. Fequireneats for the development and presen-
tation of mansgement information in pew aad difforent ways are constant!y
focreasing. A combination of these and other cixcumstances cause us ¢on-
tinually to seek new aml additional ways of applylag clectronic data processing
techniques ta the hope of finding some relief. Clearly, we do pot have the
resources io the Ageucy to do all of the things we would like to do as soos and
a8 rapidly as we would like to do them. These resources obviously canpot be
developed overnight. Consequently our approach to systems improvemem and
the use of electvonic data processing sechnlques inust be carefully planged and
we must proceed systematically towayd ihe realtiiation of our overall plea. In
order to proceed realistically with a8 program of this kind, it is essentis] that
we have some ground rules which are commonly uiderstood.

2. Essentially, we must ackuowledge and accept the principle that
Divectors of Support Offices have the totsl and exclusive respousibility for the
operation of their "systems, " what goes {ato ther:, bow it 15 manipulated or
what happens to it while it is thers, auad the prodixct produced. This is true
whether the systems use adding machines, typewriters, communications equip-
ment, punch cards, or computers. The continubyg improvement of the 1iethods
of operation in any component is as mueia a part of the fundarhental responsibility
of the head of that component as s the basic systamn itself, This respounsibility
cannot be surrendered w a centrzl system staff, a central technical component,
nor to any other competence outside the commal jurtsdiction of the organiza-
tional component concerned. Ve are sevcral years behind in the development of
the skills necessary to permit self-sufficiency in the most effective use of modern
management techniques in the Agency and in the Support Directorate. This means,
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of course, that we need an accelerated program of education and traininy; that
we will have to defer many of the things we would: like to do snd perhaps should
be doiug until we have a broader hase of competence to do them; and it suggests
that a pooling of resources may be the only practical way we have of going about
it.

3. We have already committed some of our resources to 8 Task Farce to
conduct a total system study in the Support Dizectorate. Not only do we aeed
o expand thie group to accelerate the program they are now pursuing, but by
80 doing we can begin to broaden our base of expirienced personnel by giving
them the opportunity to participate tn systematic trsining programs and o gain
some actual experience in the conduct of system 3tudies.,

4. In addition to the contribution additional pcreoanel assigned to this Task
Foxce can make to the more expeditiouas completioa of the present effort, they
cau in the process begin the realistic ideatification of subsystems relate! o the
basic effort, subsystems which relate to each othsr but do not relate directly to
the principal system, and subsystems which can he identified as separate appli-
cations of laterest to ouly one functional componea:, The oply way this can
reasouably be done is by having people become thiroughly familiar with the total
coutent of the data base {u tihe Support Divectorate: hecause only in this way do the
subtle relationships of systems acd subsystems become known and identiflable.
Only by gaining this overall famfiliarity can we develop with confidence a realistic
plan and an orderly systematic program for implementing it.

5. It is imperative that we begin im:rediatel/ to make a concerted effort
to get all of our people as well educated ue we posceibly can. Esch of you should
begin immediately to review members of your cazeer service with a view toward
selecting those who may have au interest in sstomessic data processing and man-
agement improvement methods, and who may be abie to contribute during the nexr
few years to the development of apolications waicl: ave of particular interast to
your component. As oo 8s it is reasouable for you o select people o participate
in an extended period of training, it would be desicsble for you to detail them to the
Support System Staff in oxder that they can get the advantage of some coacentrated
training as well as on-the-job traianing and expericnce.

6. In addition to beginping to train pavple to perform snaiytical and system
development work, you should also be plaaning to 2nroll all of your peopl: who
are now in management positions aod those who seemn most likely to deveiop into
the managers of tomorrow into orlentaticn and familiarizatian courses. ia addttior,
you should be looking at young people eiready on-toard as well as those wio you
will be bringing in over the next severel 1mouths o identify some who may have the
aptitude and interest to learn to be successful compiter programmers. V/hile we
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will contiaue w rely upon the Office of Computer Services to do large system
programming, we will in the futizre have a requirement for some spectalized
job programming in each of our own areas.

7. As we move forward with the design of aow systems aod prepare for
their implementation, it will of coursa ke necessay that nearly all of ou.r people
be trained or at least familiarized witih t2e fundainsutsls of automatic date pro-
cessing. The Office of I'rainlng is working with the Office of Computer Services
to develop a general orientation course to be givern ia the Agency sometine this
summer or in the fsll. As we move closer o tie design and implementstion of
new systems it will be necessary that erployees b2 trained in specifics relating:
directly to the effect new systemes will have upon the manaer la which they per-
form thelr functions. This kind of training will have to be conducted in terms of
the specific design of the new systems axl can ocly be undertsken at the time this
phase of the program has been completed. The fupport System Staff will assume
respousibility for developing suitnble training muterials and courses to setisfy
this requirement at the appropriate time. Meanvihile, you should consult with
the Suppoxt System Staff for guidesce and assistasce in the selection of paople to
take specialized training as well as in the selectiy: of courses which thev may be
requested o attend.

SIENED R, 1, Banmernzg
R. L. Bannerman

Deputy Director
for Support
SA-DD/S:RHW:idek (23 June 66)
Distribution:
Orig - Adse

1 - Bach other adse (6)
X - DD/S Subject
1 ~ DD/S Chrono
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